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Abstract
The importance of development and training during post-merger integration process are neglected. In this paper, the role of the 
individual in corporate culture clash situations, during post-merger integration, is presented. The effects of culture clash in 
mergers and acquisitions (M&A) on acquired management attitudes and behavior are discussed. It is proposed that these effects
influence post-merger turnover and integration success. Therefore, development and training during post-merger integration, to 
deal with the effects of culture clash situations in M&A, are pivotal for success.  The implications of these ideas for research and 
practice are discussed.
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Peer-review under responsibility of the Scientific Committee of ERD 2015.
Keywords: Developent; training; behavior; cultural differences
1. Introduction 
   Despite their popularity, and dismal performance track record, mergers and acquisitions (M&A) remain poorly 
understood and poorly executed (Weber, Tarba and Oberg, 2014; Weber and Tarba, 2010). For example, in 2011, 
global M&A activity shattered previous years deal volume records and recent surveys reveal that despite the 
financial market crisis, executives remain upbeat about their M&A plans around the world.  However, recent meta-
analyses examining the most widely studied variables in the M&A literature (King, Dalton, Daily and Covin., 2004; 
Stahl and Voight, 2008) have not clearly established the reasons for the high failure rate of M&As.
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   One reason why the research on acquisition performance in several disciplines, such as industrial economics, 
strategic management, and finance, has not produced consistent results is that it has failed to account for the role of 
human resource (HR) practices mechanisms, such as development and training, during post-merger integration 
process (Weber and Tarba, 2010; Weber, Tarba and Oberg, 2014). Researchers and counselors from the field of 
organizational behavior maintain that the primary cause of failure in mergers and acquisitions is the lack of 
consideration of the human factor during the process of the planning and implementation of the merger. In other 
words, even given the conditions of success according to other areas of research, the human factor may cause the 
failure of the merger. Namely, the managers and workers who do not adjust to the merger following differences of 
culture and management style cause, consciously and unconsciously, considerable expenses and do not enable, or do 
not succeed in, the exploitation of the potential of synergy aimed in M&A.
   The aim of this paper is to investigate the role of the individual in corporate culture clash situations, during post-
merger integration and stress the importance of development and training during M&A.. The effects of culture clash 
in mergers and acquisitions (M&A) on acquired management attitudes and behavior are discussed here.it is 
proposed that these effects influence post-merger turnover and integration success.  The implications of these ideas 
for research and practice are discussed.
1. A neglected factor in M&A - The role of the individual
   While studies on culture fit provide no clear answers regarding the culture–performance relationship, they have 
furnished important insights for further research. For example, when read carefully, most culture fit studies 
acknowledged that ‘‘numerous people-related problems arising as a result of M&As have been widely recognized as 
being determinant to performance’’ (Morosini, 1998, p. 22). Based on data derived from a case survey method, 
Larsson and Finkelstein (1999) found that the greater the employee resistance, the less the synergy realization, and 
that some measure of management style similarities was negatively associated with employee resistance.
   Yet, the literature on M&As does not provide a thorough theoretical explanation (Weber, 2012) for (a) why and 
how cultural differences, whether national or corporate, may cause integration problems that eventually determine 
M&A performance; (b) what factors are important for the integration of the people in M&As, which may be affected 
by cultural differences; or (c) how possible relationships between cultural differences and other factors, such as the 
attitudes and behavior of acquired managers, affect M&A performance.
 
2. Antecedents to individual behavior in M&A
   Prior to a merger or an acquisition, each firm's management usually achieve some degree of equilibrium in 
understanding its external and internal environment. In M&As, when one management culture is exposed to another, 
as happens in the process of acculturation, the state of equilibrium is disturbed, which may lead to communication 
problems between the cultures (Gomes et al., 2013). The shared beliefs and values, which are unique to each 
management culture and which originally functioned to facilitate communication among a team's members, become 
sources of communication problems between members of different TMTs,
   These communication problems can lead to ill feelings and to polarization and ethnocentrism (Weber et al, 2014), 
which in turn may increase the tendency for misunderstanding and conflicts". For example, in studying the contact 
between the two top management groups, following what is known as the "white knight" acquisition of a small 
manufacturing firm by a multi-billion dollar conglomerate, Sales and Mirvis (1984) found that the cultural 
differences between the parties produced misunderstandings, fueled emotional reactions, and escalated conflicts.
3. Human behavior in M&A
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   The conflict that results from cultural differences and communication problems lead to various effects such as 
tension, distrust and annoyance on the part of the acquired management and employees in working with the 
acquiring management and employees (Weber et al., 2014). Similarly, it may cause negative attitudes on the part of 
the acquirement people toward both the acquiring organization and its management. Finally, all these cause negative 
attitudes toward cooperating with the acquiring management.
   The success or failure of M&As depends not only on how much synergy is potentially available from the 
combination but, more importantly, on whether the synergy can actually be realized through effective integration 
(Gomes et al., 2013). Realizing synergies in M&As can be an arduous and difficult task, which depends to a large 
extent on the commitment and cooperation of the acquired management (Weber, 1996). Level of commitment is 
affected by the acquired individuals attitude toward the new organization, and there level of tension.
   Cooperative behavior is influenced by two sets of attitudes: attitudes toward an action and attitudes toward an 
object (Weber and Drori, 2009). With regard to the first, non-cooperative behavior in M&As may result from a top 
manager's negative attitude toward the act of cooperating with the acquiring management. With regard to the 
second, the attitude toward an object can also be a good predictor of behavior associated with that object. In M&As, 
a negative attitude toward the new organization (the object) can also lead to non-cooperative behavior on the part of 
the acquired management (Weber et al., 2013)
   The parent company's intention is usually to acquire and successfully integrate a team of skillful managers. The 
turnover that characterizes so many M&A is a major problem for the acquiring top management (Lubatkin, 
Schweiger and Weber, 1999). Recent empirical investigations, however, have not been able to explain effectively 
acquired management turnover either by examining the degree of relatedness between merging firms (Walsh, 1988) 
or by the nature of the negotiation process (Walsh, 1989). Nor could Walsh and Ellwood (1991) explain turnover by 
the target company's pre acquisition performance, i.e. through the replacement of incompetent acquired TMT. 
   On the other hand, Lubatkin, Schweiger and Weber (1999) have found that cultural differences in M&A are 
positively related to acquired top management turnover, and also that cultural differences are negatively related to 
acquired top management commitment. This is consistent with findings of previous studies in the field of 
organizational behavior that point out that low level of commitment is associated with high rates of voluntary 
turnover.
   The degree of contact (intensity and frequency) between different cultures may moderate the relationship between 
cultural differences and the behavior of individual. More specifically, it is suggested here that the more members of 
two cultures come into contact and/or the more contacts they have per period of time, the greater the ability of the 
dominant culture to expose the weaker one to its own features or to impose them on it, and the greater the 
subsequent potential for conflict. The contention is that in M&As the degree of contact between the acquired and the 
acquiring management cultures and the extent to which the weaker culture is dominated by the stronger are 
determined by the level of integration of the two top management teams.
   Merging firms cut costs and achieve synergy by integrating similar departments and functions, such as marketing, 
inventory, and so forth. To achieve that integration, acquiring management typically intervene in the decision 
making process of the acquired management and impose standards, rules and expectations on them (Weber et al., 
2014). M&A vary in their level of integration. The higher the integration, the more effort the acquiring firm must 
make to control and coordinate decisions and activities, not only by determining goals for the acquired company, but 
also by generating alternative solutions to strategic problems and making crucial choices.
   The level of integration influences the emotions and attitudes that affect acquired top managers' commitment to 
and cooperation with the acquiring management. This can be expected to happen in two ways. One is through a 
main effect which could occur even where the cultures of the two organizations are relatively similar. To many top 
executives who had previously managed independent operations, superimposed authority following an acquisition or 
merger is bound to be objectionable. Thus, the integration process may lead to human resource problems at the top 
management level, which is the first that may be subject to autonomy removal. The contact between the two top
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management teams not only reduces the autonomy of the acquired top executives but also exposes the diverse 
national and corporate cultures of the teams to each other and makes the differences salient (Weber, 2012). To the 
extent that cultural distance produces a ‘‘culture clash,’’ such a clash may be strongest where the contact between 
the adherents of the opposing cultures is the greatest, i.e., where the acquiring executives determine goals, strategic 
choices, and other operations for the acquired company. The loss of autonomy evokes stress and negative attitudes 
toward the merger among the acquired top managers, who feel threatened, and ultimately affects their commitment 
and cooperation.
   A growing body of research has documented abnormally high turnover rates among top US management teams 
following acquisition by another US firm Further, turnover rates in firms acquired by non-US acquirers were 
significantly higher than in firms acquired by other US firms. One study (Lubatkin et al. 1999) shows that 
perceptions of both cultural differences and autonomy removal can explain a significant portion of the variance in 
turnover during the first year after an M&A. However, in the fourth year, industry suddenly seems to matter, at least 
in its interaction with each of the two measures. The effect of autonomy removal on fourth-year turnover was 
significantly greater in manufacturing firms than in banks, while the effect of cultural differences was significantly 
greater in banks. Their analysis shows that industry effects may shed some new light on the subject. Other studies 
clearly showed that the higher the turnover of top executives following M&A the lower the performance of M&A 
(Cannela and Hambrick, 1993).
1. Development and training
   Development and training are pivotal. Managers and employees need development and training to meet the needs 
of new positions being created and of replacements of those who leave as a result of the high turnover that follows 
mergers. The development must extend to the technologies being employed and to the systems and work processes 
being introduced. To develop integration capability, employees from both companies expected to be involved in the 
merger must learn about the other company and its assets, people, structure, culture, HR practices, their own roles in 
transferring and coordinating specific resources across the two companies, the roles of others, and what the 
deliverables will be throughout the integration process. In addition, development and training is required about 
M&A in general, and the merger at hand in particular, on such issues as the specific cultural differences in the given 
merger, the effects of cultural differences on human resources, managing resistance to change, dealing with conflict 
during the post-merger integration, and more. Development and training helps improve the effectiveness of 
knowledge integration and absorb or acquire knowledge by reliance on manuals, databases, processes, and routines 
that encourage repeated use of this knowledge.
   Birkinshaw, Bresman, and Hakanson (2000) found training programs in M&A to be positively associated with 
knowledge transfer, but they did not investigate the relationship between training and performance. It may be 
instructive to note that despite considerable research exploring the relationship between HR practices and 
performance of the firm, there are still significant gaps in understanding this linkage. The complexity of this linkage 
is due in part to the fact that knowledge transfer involves a trade-off between the benefits and costs of HR practices. 
Naturally, M&A development and training programs are in addition to the regular training needs of the companies 
and involve added costs (travel, external providers, time, etc.).
   Few M&A studies have mentioned the importance of HR practices for integration mechanisms, and fewer still 
have discussed the importance of development and training as creation mechanisms that renew a firm's stock of 
practices. For instance, idiosyncratic advantages naturally erode over time. It is imperative that new practices be 
created and developed that would facilitate innovation and continuous improvement in a changing environment.
The knowledge and experience (that is, the human capital) of employees in each organization in the merger are a 
key factor in the creation of new practices and the improvement of existing ones.
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   Development and training are essential in all these processes. Furthermore, development and training directs 
managers and employees to look for new ways and practices to identify the existence, location, and significance of 
new knowledge in the other party to the merger. Each source of knowledge may need a new way of training for the 
knowledge transfer. Regardless of how extensive the due diligence process before the merger was, it will be 
necessary to continue development and training during the post-merger period to learn and teach about unexpected 
problems and conflicts and how to deal with new challenges. Finally, development and training are also needed for 
adopting and controlling the new practices and routines that differentiate the merged company and to sustain its 
competitive advantages. Most of these investments in training often increase the firm's specificity of manager and 
employee skills and help develop the integration capabilities.
   Yet, the relationship between HR practices and M&A performance is not simple. Human resource practices may 
be less effective in multicultural organization (Weber, Rachman-Moore and Tarba, 2012) because the values of 
individuals influence the acceptance and effectiveness of the HR process. Moreover, development and training 
involves additional costs. More training may improve performance by developing competencies, but additional 
investment in training may be sanctioned only if performance is expected to warrant the release of additional funds. 
If both processes occur simultaneously, it becomes virtually impossible to disentangle cause from effect. 
Furthermore, national differences may have an additional effect on the relationship between additional training and 
M&A performance (Weber et al., 2012).
2. Discussion and conclusions
   The high failure rate of mergers suggests that neither scholars nor practitioners have a thorough understanding of 
the variables involved in the post-merger integration process. This paper provides a conceptual framework that 
draws attention to development and training as practices to deal with behavioral issues that affect the success of 
M&As.  
   The concepts and relationships among key variables presented in this chapter provide a new approach to 
increasing our understanding of the underlying elements that affect the success of the integration process during 
M&As. Accordingly, the performance of M&As depends not only on synergy potential available from the merger 
but also on whether the synergy can actually be realized. Given that relationship among the antecedent conditions 
(such as cultural differences and intended autonomy removal) on the one hand and the behavior of the acquired 
management and employees on the other may lead to high turnover and poor M&As performance. To deal with 
these relationships and their effects, development and training are suggested as key mechanisms for M&A success.
   This paper highlights the effects of differences in the cultures of the two organizations on the attitudes and 
behaviors of the of M&As, each of which focused on specific problems. It suggests a framework that considers the 
behavioral variables important to integration and suggests the relationship among them. Thus, it better explains 
behavioral problems associated with post-merger integration then previous studies. Thus, it provides development 
and training mechanisms to focus on the right individual behavior and its effects. Finally, it can provide better 
guidelines for future research, and it has important practical implications for top managers involved in the merger 
process.
2.1 Future Research
   The theoretical framework presented here provides ample opportunities for systematic research on the role of the 
individual at post-merger integration and the role of cultural differences and level of integration, their relationships, 
and their impacts on conflict in M&A. The performance of M&A apparently depends not only on how much 
synergy is potentially available from strategically fitted combinations, but more importantly on whether these 
synergies can actually be realized through effective integration of the two companies. To date, no empirical study on 
M&A that adopts the strategic fit perspective has also considered organizational fit issues, such as cultural 
differences, tension, negative attitudes, commitment and cooperation. These human resource problems may 
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undermine the ability of the firm to achieve synergy or add costs to the integration process, which offset the hoped 
for benefits from M&A. Therefore, it is suggested for future research to use development and training that focus on 
these human resource problems.
Moreover, we support a new perspective on M&As that incorporates the relationships among strategic and 
organizational fit issues and performance (Gomes et al., 2013; Weber et al., 2014). Such a perspective may explain 
the inconsistent findings of previous studies and give a better account of M&A performance. With regard to 
performance, a successful attempt to combine the macro level, strategic approach, and the microlevel. Behavioral 
approach has been made by Chatterjee et al. (1992). This study found that perceived top management cultural 
differences of merging firms of similar strategic fit have an effect on one important measure of financial 
performance—shareholder value.
   Future research may also incorporate other attitudinal and behavioral variables that were suggested here, and the 
effects of development and training, as well as measures of financial performance and other strategic fit 
considerations, such as related versus unrelated firms. Future studies can also use the different types of integration 
approaches offered by Haspeslagh and Jemison (1991) to investigate the strategy, culture, integration, development 
and training and performance linkages in M&As. 
   Empirical pursuit of these various issues may entail certain methodological difficulties. Ideally, cultural 
differences should be investigated before a merger takes place and compared with data collected after the merger. 
However, it is not only very difficult to gain access to such data in large samples during the negotiation period, but 
also very expensive, because many of these negotiations do not result in M&As. This problem is compounded by 
another difficulty associated with the measure of top management culture. Many elements of culture are unclear to 
its members, because they are so much part of people's lives that people take then for granted. Dramatic events, such 
as M&A, and the contact with other cultures make differences salient especially in conflict situations (Chatterjee et 
al., 1992). Retrospective data can thus be useful for studying the relationships between management cultural 
differences and the attitudes and behavior of the relationships between management cultural differences and the 
attitudes and behavior of the top managers (Weber, Shenkar and Raveh, 1996). It has been observed that attitudinal 
as well as behavioral data do not become less accurate over time even for periods of ten years (Gutek, 1978; Weber, 
1996). Such a study should follow the recommendation of Weber (1996) for access to top management and the use 
of retrospective data.
   A second methodological difficulty has to do with now the data on cultural differences and their outcomes are 
collected. Attitudes and behavior are frequently measured by self-report questionnaires, which have the advantage of 
being able to reach large samples, Recently, several studies (Chatterjee et al., 1992; Weber et al., 1996) have 
similarly used questionnaires to measured have been sound to have high reliability and validity. Self-report 
questionnaires of perceived cultural differences also have an additional advantage, in that people's behaviors and 
attitudes are determined by their perceptions rather than the "actual" or "objective" situation (Weber et al., 1996; 
Weber, 1996).
2.2 Managerial Implications
   The conceptual framework presented in this paper has important implications for executive and HR practices in 
the management of M&As. It suggests that executives of the buying firm should pay as much attention to the effects 
of national and corporate cultural differences during both the pre-merger search process and the post-merger 
integration as they do to financial and strategic factors. Furthermore, executives often tend to focus on task 
integration activities immediately after the deal is consummated to quickly create value for their firm, while people 
issues receive less attention. This paper suggests that executives may want to approach these tasks in reverse order.
It means that they should start with development and training before any task activities.
   The relationships suggested her can assist managers in predicting negative attitudes and problems of commitment 
and cooperation and should facilitate managerial consideration to the difficulties and costs involved in different 
types of M&A and of the important human resource problems that may arise in any specific M&A. For example, a 
crucial factor in the decision making process of the acquiring management is the trade off in M&A between a low 
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level of integration, which preserves the autonomy and satisfaction of the acquired managers, but is unable to realize 
synergy where high level of integration can harness more synergy at least in case of low cultural differences. Adding 
development and training to these considerations can have essential effect on the final results.
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